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CHAPTER  I 

ORGANIZATION  OP  THE  PUBLIC  WELFARE 
SERVICES  IN  CONNECTICUT 

A,  Existing  Organization 

1.  Agencies  Inoluded  In  this  Study 

The  welfa3?e  functions  of  the  state  government  examined  by  the 
Welfare  Survey  Unit  Includes  all  provisions  for  extending  public  aid 
directly  to  needy  persons*  These  functions  are  sometimes  described 
as  "outdoor  relief  ,  They  also  Include  public  social  services  as 
exemplified  by  child  welfare  services. 

Public  assistance  is  provided  to  specific  and  carefully  defined 
categories  of  needy  people  such  as  the  aged,  the  blind  and  dependent 
-children.  Such  assistance  is  provided  through  categorical  assistance 
programs  called  Old  Age  Assistance  (OAA)p  Aid  to  the  Blind  (AB)  and 
Aid  to  Dependent  Children  (ADC)o  These  programs  are  state-administered, 
bu^-  jointly  financed  by  the  state  and  federal  government  and  in  the 
case  of  ADC  also  by  local  government. 

Relief  for  needy  people  who  are  not  eligible  for  categorical 
assistance  is  provided  by  the  towns  with  the  state  sharing  the  cost. 
This  type  of  aid  is  called  General  Relief,  or  sometimes  "Poor  Relief", 
The  towns  also  provide  almshouse,  institutional  and  hospital  care  for 
needy  persons,  being  reimbursed  for  expenditures  made  in  behalf  of 
state  paupers. 

Needy  veterans  and  their  dependents  receive  public  aid  through  the 
Soldiers*  Sailors'  and  Marine  Fund  administered  by  the  American  Legion 
on  a  state-wide  basis. 

The  state-administered  child  welfare  program  has  general  super- 
vision over  children  who  "require  the  care,  protection  or  discipline 
of  the  state".  Besides  providing  a  variety  of  social  services,  this 
program  involves  large  expenditures  for  the  maintenance  of  children 
outside  their  own  homes.  Local  government  pays  some  of  these  costs 
and  the  federal  government  finances  a  special  child  welfare  program 
within  the  state. 

In  addition  to  publie  assistance  and  child  welfare  which  represent 
zhe   major  public  welfare  programs,  the  Division  of  State  Aid  and 
Collections  conducts  two  large  financial  operations,   (l)  the  collect- 
ions for  the  cost  of  care  in  all  state  hospitals  and  (2)  the  reim- 
bursement to  towis  of  the  cost  of  general  relief  given  to  state  charges. 

The  Public  Welfare  Councills  primarily  a  planning  and  reseax-'ch 
agency  for  public  welfare,  but  has  acquired  some  administrative  and 
supervisory  functions  such  as  the  inspection  of  state  Institutions 
and  licensing  of  homes  for  the  aged. 

The  various  programs  are  administered  by  the  following  state 
agencies,  all  of  which  are  included  in  this  study: 

The  Soldiers  *  Sailors '  and  Marine  Fund 

The  Public  Welfare  Council 

The  State  Department  of  Public  Welfare,  including 
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The  Office  of  the  Commissioner  of  Welfare 
The  Division  of  State  Aid  and  Collections 
The  Division  of  Public  Assistance 
The  Division  of  Child  Welfare. 

2»  Size  and  Scope  of  Programs 

The  combined  expenditures  of  the  state  welfare  agencies  llsjbed 
above  for  the  fiscal  year  ending  June  30,  19^9,  totalled  $20,072,677.85, 
of  which  418,684,963.80  was  for  public  aid  and  care,  $1,373*815.73 
for  administration  and  services,  and  $13,898.32  for  capital  outlay. 

As  of  June  30*  1949,  the  number  of  cases  receiving  public 
assistance  was: 

Cases      Children 
Old  Age  Assistance  16,y46 

Aid  to  the  Blind  l82 

Aid  to  Dependent  Children     3*499       8,493 

507527         ~Km 

For  the  calendar  year  ending  Decembej*  3I*  1948,  Connecticut  towns 
expended  $4,824,492.55  for  general  relief,  almshouse  and  Institutional 
care  and  hospitalization o  Of  this  amount,  $2,052,508.92  was  reimbursed 
by  the  state,  leaving  a  net  expenditure  for  the  towns  of  $2,771,983.63. 

Of  the  total  expenditures  by  the  towns,  $2,137*899.00  was  spent 
for  general  relief  In  giving  aid  to  a  monthly  average  of  4,l65  cases 
totaling  9,404  persons. 

The  Division  of  Child  Welfare  continually  has  responsibility  for 
the  placement  and  supervision  of  more  than  5,000  children  committed 
to  the  Commissioner  of  Welfare  and  the  County  Boards  of  Management, 

On  June  30*  1949^  the  Soldiers'  Sailors'  and  Marines'  Fundhad  an 
active  caseload  of  896  veterans  or  their  dependents.  For  the  fiscal 
year  ending  June  30,  1949  this  agency  dispensed  $542,455.02  in 
public  aid, 

3o  Objectives  of  Existing  Programs 

By  statute,  the  State,  of  Connecticut  has  assumed  responsibility 
for  the  care  of  a  person  who  "has  not  sufficient  means  to  support 
himself  on  a  reasonable  standard  of  health  and  decency  and  who  has  no 
person  liable  or  able  to  support  him". 

This  type  of  governmental  responsibility  may  be  traced  back  to 
colonial  days.  It  was  in  years  past  expressed  in  terms  of  "poor 
relief"  administered  by  towns  that  was  generally  limited  and  punitive 
in  character.  Expansion  of  the  state's  responsibility  for  needy  people 
has  been  a  development  of  the  past  two  decades,  that  has  recognized 
the  change  in  economic  and  social  life  which  has  mad<3  the  larger  part 
of  the  population  dependent  on  a  cash  wage  and  Increased  the  hazards 
of  economic  support  for  a  larger  number  of  people.  Modern  welfare 
legislation  also  recognizes  that  there  is  a  minimum  level  of  sub- 
sistence below  which  large  numbers  of  people  cannot  fall  without  en- 
dangering the  welfare  of  all  citizens. 
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In  line  with  this  modem  concept,  Connecticut  laws  provide 
mlnlmmn  subsistence  care  to  all  needy  citizens.  The  care  Is  ad- 
ministered, however,  through  a  variety  of  programs,  each  serving 
a  carefully  defined  group  of  needy  people  and  with  separate  and 
different  standards  applied  to  each  group. 

To  carry  out  the  explicit  objectives  set  forth  in  the  welfare 
statutes  implies  a  comprehensive,  integrated  and  coordinated  public 
assistance  program  that  will  administer  public  assistance  to  all  needy 
persons  equitably  and  without  discrimination  as  regards  age,  settle- 
ment, cause  of  need  or  other  arbitrary  distinctions  as  to  eligibility. 
This  Connecticut  does  not  have. 

Connecticut  statutes  also  establish  the  responsibility  of  the 
state  for  needy  delinquent  and  neglected  children,  A  variety  of  public 
child  welfare  services  are  authorized  to  allow  the  Division  of  Child 
Welfare  to  carry  out  effective  supervision  of  the  children  who  require 
the  care,  protection  or  discipline  of  the  state. 

Legal  provisions  for  child  welfare  services  represent  collectively 
a  clear  mandate  to  give  adequate  and  construction  care  to  all  children 
vfho  need  it.  The  statutes  in  question,  however,  have  been  accumulated 
on  a  piece-meal  basis  over  a  long  period  of  time  with  little  attention 
given  to  proper  organization,  distribution  of  cost  or  coordination 
of  services. 

H,       Overall  Considerations 

a.  Historlaal  Development 

Connecticut,  like  most  Northeastern  states  has  built  its  public 
welfare  programs  piece  by  piece  with  a  resulting  "patchwork"  quality 
that  presents  some  obstacles  to  efficient  and  economical  administration. 

The  first  overall  state  welfare  agency,  the  State  Board  of 
Charities,  was  established  in  I873  with  its  major  responsibility  the 
visitation  and  inspection  of  state  institutions. 

In  1919*  the  General  Assembly  passed  two  important  welfare  mea- 
sures (1)  an  Act  providing  for  widows  having  dependent  children  (Widow's 
Aid  Law)^  and  (2)  and  Act  concerning  the  Administration  of  the  law 
concerning  State  Paupers  and  indigent  persons.  To  administer  these  two 
lawsa  a  Department  of  State  Agencies  and  Institutions  was  established. 

In  1921,  the  State  Board  of  Charities  was  reorganized  as  the 
Department  of  Welfare  with  two  operating  Bureaus:  The  Bureau  of  Child 
Welfare  and  the  Bureau  of  Adult  Welfare. 

The  General  Assembly,  in  1935*  enacted  the  Old  Age  and  Blind 
Assistance  Law  and  directed  that  welfare  functions  should  be  administer- 
ed by  one  person  and  thereby  created  the  Office  of  Commissioner  of 
Welfare,  The  Commissioner  of  Welfare  assumed  all  functions  of  the 
Department  of  State  Agencies  and  Institutions^  the  remaining  functions 
of  the  Emergency  Relief  Administration,  and  took  over  the  Bureau  of 
Child  Welfare  from  the  Department  of  Welfare. 
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In  1937,  the  Department  of  Welfare  was  replaced  hy   the  Public 
Welfare  Council  which  was  organized  as  It  now  exists,  retaining 
miscellaneous  welfare  functions  not  specifically  assigned  to  the 
Commissioner  of  Welfare. 

The  Commissioner  of  Welfare  organized  his  welfare  responsibilities 
as  follows: 

Office  of  the  Commissioner 
Division  of  State  Aid 
Division  of  Institutions 
Bureau  of  Old  Age  Assistance 
Widow's  Aid  Division 
Division  of  Child  Welfare 

When  the  Aid  to  Dependent  Children  program  replaced  Widow's  Aid, 
it  was  joined  with  Old  Age  Assistance  to  form  the  present  Division 
of  Public  Assistance. 

In  19^2,  the  Division  of  State  Aid  and  the  Division  of  Institutions 
were  merged  to  become  the  present  Division  of  State  Aid  and  Collections. 

The  Soldiers'  Sailors'  and  Marine  Fund  was  first  set  up  in  1919, 
and  the  organisation  has  continued  as  first  constituted  except  that  the 
size  of  the  Pvind  has  been  increased  from  time  to  time. 

b.  Previous  Studies  and  Recommendations 

Connecticut's  public  welfare  programs  have  been  the  subject  of 
frequent  scrutiny  during  the  past  decade,  but  relatively  few  of  the 
major  and  sometimes  repeated  recommendations  have  received  serious 
consideration  and  even  fewer  have  been  carried  out. 

Some  of  the  more  persistent  recommendations  are  listed  below: 

lo  "  Reorganize  the  Public  Welfare  Council  to  become  a  policy 
3oar>d  for  the  Department  of  Welfare  and  divest  the  Board 
of  administrative  responsibilities. 

2.  Give  legal  status  to  the  so-ealled  Department  of  Welfare 
to  encourage  the  development  of  a  comprehensive  Integrated 
and  coordinated  state  public  welfare  program, 

3,  Eliminate  the  duplication  of  town  and  state  investigations 
of  State  pauper  cases* 

4o  Waive  collections  for  cost  of  care  in  tuberculosis 

sanitoria 

5,  Integrate  the  internal  operations  of  the  Department  of 
Welfare  to  counteract  excessive  specialization  and 
segregation, 

6.  Eliminate  or  take  over  county  Homes  for  Children 
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7,  Eliminate  recommitment  of  children  at  age  six  from 
Commissioner  of  Welfare  to  Covmty  Commissioners, 

8.  Change  the  administration  of  the  Soldiers'  Sailors' 
and  Marines •  Fund  from  a  private  agency  to  a  public 
commission. 

To  some'  of  these  proposals,  valid  objections  have  been  raised, 
but  others  are  as  pertinent  today  as  when  they  were  first  made, 

c.  Statut^fts  and  Hegulatlons 

.   The  laws  which  have  authorized  existing  public  welfare  programs 
presant  a  confusing  array  of  separate  sections,  many  of  which 
have  been  enacted  with  little  thought  as  to  where  or  how  a  new  function 
was  to  rit  into  the  total  pacr^ern  of  public  welfare  activities. 

With  the  exception  of  the  statutes  covering  categorical  assist- 
ance which  are  more  recent  and  well-organized,  it  would  seem  appro- 
priate to  suggest  a  thorough  job  of  recodification  of  all  welfare 
statutes, 

d.  Relationships  to  the  Federal  Government 

The  Federal  Government  is  an  important  partner  of  the  state  in 
financing  the  categorical  public  assistance  programs  of  Old  Age 
Assistance,  Aid  to  the  Blind,  and  Aid  to  Dependent  Children,  and  in 
general  child  care  services. 

The  Federal  Social  Security  Act  passed  in  1935*  was  based  on  an 
assumption  that  following  the  liquidation  of  earlier  Federal  emergency 
relief  p3?ogramS,  the  Federal  Government  would  continue  in  part  to  meet 
the  conoraic  needs  of  unemployable  persons  and  the  state  and  local 
government  would  assume  the  cost  of  aid  given  to  employable  persons. 

While  this  basis  of  the  distribution  of  costs  was  not  followed 
literally,  it  was  roughly  followed  by  the  agreement  of  the  Federal 
Government  to  match  state  and  local  expenditures  for  categorical 
assistance  dollar  for  dollar  up  to  certain  specified  maximum  grants 
per  case.  In  the  initial  years  of  operation  of  the  Federal  Social 
Security  Act,  the  Federal  Government  actually  financed  50^  of  the  total 
cost  of  categorical  assistance  programs.  But  with  the  pressures  in 
recent  years  of  the  rising  costs  of  living,  the  states  generally  have 
increased  their  average  case  grants  faster  than  the  Federal  Government 
has  lifted  its  ceilings  on  grants.  The  result  has  been  that  the  Federal 
Government  has  frequently  paid  less  than  half  the  cost  in  all 
categories  and  in  the  case  of  Aid  to  Dependent  Children,  frequently 
less  than  one-third. 

This  situation  is  true  in  Connecticut,  In  the  fiscal  year  ending 
June  30,  1948,  the  Federal  Government  paid  36,8^  of  the  cost  of 
categorical  asslstancei  kh.,^%   of  OAA  costs;  50.8^  of  ABj  and  only 
26,3%  of  ABC  costs. 
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The  use  of  Federal  funds  for  public  assistance  entails  the 
acceptance  of  certain  conditions  or  minimum  standards.   In  this 
connection,  much  is  heard  of  Federal  interference  or  dictation. 
In  practice,  federal  supervision  can  be  irritating,  but  in  general 
the  minlmvim  standards  imposed  have  contributed  both  to  a  sounder 
program  and  more  effective  administration. 

The  proportion  of  federal  funds  spent  on  child  care  (other  than 
assistance)  is  far  less  and  covers  chiefly  protective  and  preventive 
services  to  uncommited  children  in  their  own  homes.  In  the  fiscal 
year  ending  Jtane  30*  19^9 »  not  more  than  3^  of  the  funds  expended 
through  the  Division  of  Child  Welfare  came  from  federal  sources, 
although  substantial  additional  federal  funds  were  available  for 
this  purpose  in  that  year. 

e.  Relationships  to  Local  Government 

State  public  welfare  administration  the  counti'y  over  offers  two 
general  types  of  administration  --  (1)  state  administration  with  or 
without  local  participation  in  costs  and  (2)  state  supervision  of 
local  administration  with  always  some  degree  of  local  financing. 

In  both  types,  actual  administration  except  for  financial 
operations  is  decentralized  to  local  political  subdivisions ,  The 
most  common  local  unit  is  the  county  which  generally  offers  a 
sufficient  case  load  to  warrant  the  use  of  full-time  trained  and 
qualified  workers. 

New  England  with  its  under-developed  couni;y  governments  and  its 
strong  emphasis  on  town  government  offers  difficult  problems  in  che 
local  administration  of  public  welfare^  Many  small  towns  have  but  a 
handful  of  welfare  cases  which  are  handled  with  casual  interest, 
iOnly  the  cities  can  afford  a  regularly  organized  welfare  unit. 

In  Connecticut f  a  categorical  assistance  Is  administered  by  zhe 
state,  but  town  officials  are  asked  to  r*eceive  and  transmit  applications 
for  such  aid.  General  relief,  however,  is  adirilnistered  by  the  vowns 
including  the  relief  given  to  State  Paupers  which  is  paid  for  by 
the  State. 

In  its  relations  with  the  towns,  the  State  Department  of  Welfare 
'gears  its  policies  and  procedures  to  the  least  competent  and  able  town 
Officials  and  reinvestigates  every  case  for  which  the  town  asks  re- 
jbnbursement o  This  is  not  only  irritating  ^o  those  towijs  and  cltiles 
which  do  a  competent  administrative  ^do,     but  it  r-^  eserts  a  costly 
duplication  of  effort. 

The  situation  raises  pointedly  the  question  of  whether  general 
relief  should  not  be  taken  over  completely  by  the  towr^s  with  a  lump 
sum  subsidy  from  the  state  or  whether  the  state  should  not  assume  the 
administration  of  general  relief.  The  propect  that  the  Federal 
Government  will  one  day  match  general  relief  expenditures  on  the  same 
basis  that  it  matches  categorical  assistance  suggests  the  logic  of 
putting  general  relief  on  the  same  administrative  basis  as  OAA,  and 
ADC,:  namely,  state  administration. 
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It  should  be  noted  here  that  local  government  in  Connecticut 
now  pays  30%   of  the  cost  of  the  Aid  to  Dependent  Children  program 
even  though  it  is  state-administered.  The  tovms  also  pay  three- tenths 
of  the  cost  of  the  care  given  to  children  under  six  years  of  age  who 
are  coinmitted  to  the  Commissioner  of  Welfare,  and  to  non-committed 
children  under  sixteen  years  of  age  who  are  placed  temporarily  in 
foster  homes  or  institutions. 

Connecticut  law  permits  the  Commissioner  of  Welfare  to  delegate 
the  administration  of  categorical  assistance  to  town  officials  or  town 
welfare  departments  as  he  may  see  fit«  Contracts  have  been  worked  out 
with  five  townis  on  what  is  called  "the  local  participation  plan".  The 
experiment  seems  successful  as  far  as  it  has  gone.   In  spite  of  the 
reputed  strong  belief  in  "home  rule"  or "local  administration",  few 
additional  towns  are  making  for  the  "participation"  plan.  The  Com- 
missioner of  Welfare  Is  loath  to  promote  the  plan  beyond  the  experi- 
mental stage  unless  the  Assembly  grants  him  stronger  supervisory 
authority  and  he  believes  that  such  authority  would  be  resented  by 
town  officials, 

5.  The  Department  of  Public  Welfare 

There  is  no  legal  basis  or  authorization  for  a  State  Department 
of  Public  Welfare  in  Connecticut. 

While  it  may  be  a  quibble  In  semantics,  there  is  basis  for 
assumption  that  the  formal  authorization  of  a  Department  of  Welfare 
would  be  conducive  to  better  organization  and  administration  of  the 
public  welfare  functions  of  the  state. 

6o  The  public  Welfare  Council 

The  Public  Welfai-'e  Council  made  up  of  outstanding  volunteer 
citizens  may  be  regarded  as  the  overall  planning  body  for  public  wel- 
fare.  It  is  so  regarded  by  the  public  and  the  General  Assembly  and 
its  research  functions  and  authorized  by  statute o  In  practice,  how- 
ever, this  function  is  frequently  submerged  in  the  welter  of  mis- 
cellaneous administrative  and  supervisory  responsibilities  which  the 
Council  has  inherited  or  acquired. 

A  total  public  welfare  program  that  involves  expenditures  of  more 
than  twenty  million  dollars  annually  and  one  that  directly  affects 
tiie  lives  of  thousands  of  adults  and  children  in  the  state  would  seem 
to  deserve  and  could  well  afford  a  Board  solely  concerned  with  study- 
ing its  operations  and  guiding  its  development. 

State  Boards  of  Welfare  made  up  of  Infonried  lay  citizens  have 
proven  their  value  in  virtually  every  state  in  the  country.  They  have 
opei^ated  to  keep  welfare  programs  out  of  politics,  they  have  inter- 
preted welfare  problems  to  the  public,  they  have  brought  objective 
leavening  to  the  formulation  of  welfare  policies  and  they  have  contribut- 
ed to  improved  public  welfare  administration. 
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The  existing  Public  Welfare  Council  is  equipped  to  do  this  sort 
of  thing  for  Connecticut's  State  Department  of  Welfare,  but  to  do  so 
effectively,  it  should  be  relieved  of  its  present  administrative  and 
supervisory  responsibilitleB, 

7.  The  Soldiers',  Sailors'  and  Marines'  Fund 

This  Fund  was  established  in  I918  after  World  War  I  in  lieu  of  a 
state  bonus  and  to  provide  a  direct  relief  program  for  Connecticut 
veterans  and  their  dependents.  It  is  administered  by  the  American 
Legiono 

It  was  organized  with  deference  to  veterans  groups  which  custom- 
marlly  demand  that  veterans '  programs  be  given  independent  status 
and  be  administered  by  veterans.  This  attitude  includes  the  desire 
to  protect  the  veteran  from  the  stigma  of  applying  for  public  relief. 

The  limitation  of  expendable  money  to  Interest  and  current  Income 
early  caused  a  restriction  of  veterans'  relief  to  "temporary  care  only" 
with  the  result  that  most  veterans  and  their  dependents  are  eventually 
referred  to  the  public  assistance  office  if  their  need  continues. 
Additional  self-imposed  restrictions  on  eligibility  based  on  "worthiness" 
further  limit  the  usefulness  of  the  Fund  to  veterans. 

An  objective  view  of  this  agency  would  raise  serious  question  of 
whether  the  program  is  needed, 

80  Strengths  and  Weaknesses  of  the  Existing  -tublic  Welfare  Organization 

Connecticut  has  provided  the  typical  and  accepted  programs  for 
giving  public  aid  to  its  needy  people  and  for  giving  care  and  protect- 
ion to  its  needy  and  neglected  children.  The  state  has  made  a 
creditable  effort  to  finance  these  services  adequately. 

In  organization  and  administration,  however,  the  public  welfare 
services  reflect  a  piecemeal  construction  of  its  organization  and  an 
ineptness  in  overall  ac'jnlnistration  that  is  a  serious  handica^p  to 
effective  operations. 

The  welfare  statutes  exert  no  Influence  toward  the  integration 
and  coordination  of  the  public  welfare  services,  but  in  fact,  en- 
courage a  degree  of  speciallzatjon  and  separateness  that  breeds 
wasteful  dupllci&ion. 

The  good  standards  of  administration  maintained  in  the  categorical 
assistance  programs  prompt  the  question  of  why  thepe  same  standards 
could  not  be  applied  across  the  board  in  all  programs  and  to  include 
general  relief  now  administered  by  the  towns. 

Town  administration  of  general  relief  in  Connecticut  leaves  ij^uch 
to  be  desired  ifi  its  lack  of  uniformity  and  variable  adequacy,  .  It 
involves  a  costly  duplication  in  respect  to  state  reimbursement  for 
state  cases. 
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All  public  welfare  programs  have  significant  common  denominators. 
They  frequently  deal  with  the  same  family  groups.  They  use  similar 
budgeting  procedures  and  standards.  Financial  procedures  are  similar. 
The  success  of  one  type  of  service  may  depend  upon  the  availability 
of  another  type  of  service.  Every  argument  exists  for  the  closest 
cooperation  and  coordination  of  all  the  state's  public  welfare  program. 

A  single  comprehensive  public  welfare  program  administered  through 
a  Department  of  Public  Welfare  suggests  itself  as  the  logical  means  of 
obtaining  the  desired  coordination  of  Connecticut's  public  welfare 
services  and  improving  the  administration  of  existing  programs, 

B«  Proposed  Organization  of  Public  Welfare 
Services  In  Connecticut 

Connecticut  should  bring  together  all  of  its  public  assistance 
and  child  welfare  services  to  form  a  comprehensive  public  welfare 
program  administered  by  a  single  agency.  Such  a  program  would  offer 
the  best  assurance  of  getting  the  greatest  value  for  the  state's 
welfare  dollar  and  at  the  same  time  provide  the  most  effective 
services  to  the  state's  needy  citizens* 

The  major  elements  of  a  4|ej||)t!ghenBive  public  welfare  program 
already  exist  in  the  State  of  CoH^iBBitlcut,  Most  of  the  services 
that  should  be  together  are  already  allocated  to  the  Commissioner 
of  Welfare. 

The  changes  necessary  to  reach  this  objective  are  as  follows: 

1.  Establish  a  Department  of  Public  Welfare  to  be  administered 
by  a  Commissioner  of  Welfare,  appointed  by  the  Governor  and  to  serve 
at  his  pleasure, 

2o  Create  a  State  Board  of  Welfare  composed  of  seven  citizens 
serving  without  pay  and  appointed  by  the  Governor  with  overlapping 
terms  to  studj^  recommend  and  report  to  the  Governor  on  all  aspects 
of  public  welfare o  This  Board  would  replace  the  existing  Public 
Welfare  Council. 

3.  Transfer  the  administration  of  General  Relief  from  town  to 
state  government  and  integrate  it  with  categorical  assistance  in  the 
Department  of  Welfare  at  the  same  time  substituting  residence  for 
settlement  as  a  basis  for  distributing  relief  costs. 

4o  Eliminate  the  Soldiers',  Sailors'  and  Marines'  Fund 

5<.  Transfer  the  collection  of  the  cost  of  care  in  state  in- 
stitutions from  the  Commissioner  of  Welfare  to  a  state  agacy  con- 
cerned with  the  operation  of  state  hospitals. 

6,  Re-distribute  the  miscellaneous  administrative  and  s'jervisory 
functions  of  the  Public  Welfare  Council  to  appropriate  state  agencies. 
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These  changes  require  legislative  sanctions.  They  need  not 
require  any  radical  change  in  the  present  distribution  of  welfare 
costs.  They  would  open  the  door  to  better  administration  and  In- 
creased effectiveness  of  all  public  welfare  services, 

1.  A  State  Department  of  Public  Welfare 

Many  citizens  of  Connecticut  believe  there  Is  a  state  Department 
of  Welfare.  Such  a  Department  did  exist  from  1921  to  I937  when  it 
was  abolished  to  create  the  Public  Welfare  Council.  In  addition, 
annual  reports  have  been  Issued  jointly  by  the  Commissioner  of  Welfare 
and  the  Public  Welfare  Council  under  the  title  of  Department  of 
Welfare  in  one  of  Its  i*ecent  Public  Acts.  Nevertheless,  there  is 
now  no  legal  authority  for  a  gtate  department  of  welfare.  All  Welfare 
functions  are  now  allocated  to  the  Coamissioner  of  Welfare  as  an 
individual. 

The  proposed  State  Department  of  Public  Welfare  would  acquire 
all  functions  now  allocated  to  the  Commissioner  of  Welfare,   It  would 
acquire  responsibility  for  general  relief.   It  would  have  respcnsi- 
bility  for  licensing  homes  for  the  aged.  It  would  relinquish  responsi- 
bility for  collecting  the  costs  of  institutional  care.  State  Aid 
would  be  automatically  eliminated  by  the  assumption  of  General  Relief, 
It  would  assume  responsibility  for  the  central  registry  and  social 
service  index  and  for  licensing  for  charitable  sollcltatior.. 

A  chart  giving  effect  to  these  proposed  changes  is  attached 
(page  10-A) ,  The  chart  is  furnished  to  illustrate  functional  arrange- 
ment rather  than  line  organization »   It  Is  important  that  legislation 
authorizing  a  Department  of  Public  Welfare  avoid  reference  to  line 
organization  which  would  be  left  to  the  dlscr-etlon  of  the  Commissioner, 

In  twenty- two  states,  the  Commissioner  of  Welfare  is  appointed  by 
the  Governor.  In  thirteen  of  these  states,  the  Ccir.missicner  serves  at 
ithe  pleasure  of. the  Governor  while  In  nine  states,  the  appointments 
are  for  a  specified  term,  generally  four  years. 

In  twenty-one  states,  the  Commissioner  of  Welfare  is  appointed  by 
a  State  Board  of  Welfare  although  in  four  of  these  states  the  appoint- 
ment also  requires  confirmation  by  the  Governor  or  the  legislature. 

Direct  appointment  of  the  Commissioner  which  is  here  recommended, 
is  required  by  the  "cabinet"  plan  of  state  government  which  aims  at  a 
definite  location  of  authority  and  responsibility  in  the  chief  ex- 
ecutive, arming  him  with  powers  to  compel  coordination  and  to  Impose  on 
all  branches  of  the  administration  the  general  policies  which  are  form- 
ulated by  the  chief  executive.  The  '  very  nature  of  a  public  welfare 
program  should  make  it  responsive  to  public  opinion  and  this  is  best 
accomplished  by  relating  the  head  of  the  department  to  the  chief 
elective  officer  of  the  state.  The  wholly  desirable  continuity  of  ad- 
ministrative skill  and  competence  in  administration  is  obtained 
through  the  maintenance  of  a  merit  system  for  all  employees  except 
the  Commissionsr  and  his  Deputy,  Continuity  An  long-term  planning  is 
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ottelnecl  through  over-lapping  terais  for  members  of  the  State  Board 
of  Welfare e 

■'  There  is  no  way  of  guaranteeing  the  excellence  of  appointments 
bj--  a  Governor.  To  specify  in  the  law,  that  the  Governor  must  appoint 
as  Commissioner  of  Welfare,  a  experience  tends  to  exort  influence 
toward  a  better  selection. 

In  many  states  the  position  of  Deputy  Commissioner,  not  under 
civil  service,  is  considered  a  political  plum  and  the  incumbent  be- 
comes a  liability  to  the  Department,  The  Deputy  Commissioner  is  in 
a  strategic  position  to  integrate  and  coordinate  the  complex 
activities  of  a  welfare  department  but  to  do  so  he  needs  adininistra- 
tive  skill  and  experience  and  a  thorough  knowledge  of  the  various 
welfare  programs^  Definite  qualifications  should  be  required  in  the 
law  for  the  position  of  Deputy  Coromissioner  or  the  position  should 
be  placed  under  civil  service. 

The  major  program  change  involved  in  the  establishment  of  a 
Department  of  Public  Welfare  is  the  assumption  by  the  state  of  the 
General  Relief  program  now  administered  by  the  towns. 

Administratively j,  the  general  relief  program  is  identical  with 
categorical  assistance  in  methods  of  determining  eligibility,  es- 
tablishing need  and  serving  the  applicant.  Policies  and  standards 
are  similar  and  should  approach  uniformity ,  The  categorical 
assistance  programs  are  already  organized  to  provide  complete 
geographical  coverage. 

The  transfer  of  General  Relief  to  the  state  could  be  made  in 
such  a  way  as  to  preserve  the  present  distribution  of  welfare  costs 
as  between  town  and  state  or  it  could  provide  the  opportunity  to 
extend  financial  relief  to  the  towns  if  desired. 

The  assumption  of  the  general  relief  program  by  the  state  would 
be  in  line  with  the  trend  in  federal  welfare  legislation  and  would 
simply  anticipate  the  expected  Federal  matching  of  general  relief 
expenditures  a  condition  of  which  would  be  integration  of  general 
relief  with  categorical  assistance. 

This  transfer,  together  with  the  substitution  of  residence  for 
settlement  in  distributing  the  costs  of  public  aid  would  eliminate 
State  Aid  entirely  with  administrative  savings  to  both  towns  and  state. 
With  the  exception  of  a  sentimental  plea  for  "Home  Rule"  there  is  no 
valid  argument  nor  difficult  obstacle  in  the  way  of  such  transfer. 

2.  A  State  Board  of  Public  Welfare 

The  operation  of  a  single  comprehensive  public  welfare  program 
by  a  State  Department  of  Public  Welfare  calls  for  the  use  of  a  citizens 
board  which  would  serve  in  an  advisory  capacity  to  the  Commissioner: 
set  as  a  long-terai  planning  agency  in  appraising  needs  of  people  and 
ways  of  meeting  those  needs;  study,  analyze  and  report  on  the  ad- 
ministration of  the  welfare  progress  to  the  Governor,  the  General 
Assembly  and  the  publics  evaluate  and  inte3?pret  the  complex  welfare 
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actlvitles  to  the  various  communities  in  the  state;  and  approve 
regulations  as  to  eligibility  for  assistance  and  its  extent. 

Virtually  every  state  in  the  union  uses  a  state  board  of  welfare 
for  these  parposes  and  about  half  the  states  endow  their  boards  with 
some  administrative  responsibility  such  as  the  appointment  of  the 
Commissioner.  Thef  typical  state  board  is  one  of  five  or  seven  members 
appointed  by  the  Governor,  sometimes  with  legislative  approval  and  with 
overlapping  terras  to  provide  continuity  of  membership.  Where  state 
boards  appoint  the  Commissioner  of  Welfare,  it  is  generally  their 
prerogative  to  approve  policies,  rules  and  regulations. 

It  is  recommended  that  the  State  Board  of  Welfare  be  composed  of 
seven  citizens  of  the  commonwealth  appointed  for  overlapping  terms  of 
six  years  by  the  Governor.  No  member  of  the  Board  should  hold  office 
in  any  political  party.  Four  members  of  the  Board  should  form  a  quorum. 
The  Board  should  hold  at  least  six  regular  meetings  each  year.  The 
Board  should  elect  a  Chairman  from  its  membership  and  should  elect  a 
Secretary  who  need  not  be  a  member  of  Board  and  who  may  be  the 
Commissioner  of  Welfare o 

The  powers  and  duties  of  the  State  Board  of  Welfare  should  be: 

a.  To  approve  or  disapprove  and  adopt  rules,  regulations 
and  standards,  consistent  with  the  law,  recommended  by 
the  Department  of  public  Welfare  as  to  eligibility  for 
assistance  as  to  its  nature  and  extent, 

b.  To  study  the  work  of  the  Department  of  public  Welfare 
and  from  time  to  time,  to  recommend  to  the  Governor 
changes  In  administrative  policy  or  in  the  law, 

c.  To  study  current  information  constantly  and  to  report 

at  least  annually,  to  the  Governor,  as  to  the  nature  and 
need  of  public  assistance  and  child  welfare  services  and 
to  cause  such  reports  to  be  published  for  the  information 
of  the  public, 

d.  To  hear  appeals  from  individuals  and  to  make  final 
decision  on  such  appeals  as  to  eligibility  for,  amount 
and  duration  of  public  assistance, 

©e  The  Board  shall  have  access  to  all  information  and  records 
in  the  Department  of  Public  Welfare  and  may  a?equire  the  " 
Department  to  furnish  whatever  help  is  necessary  to  carry 
out  its  studies  and  develop  its  reports, 

f/  The  Commissioner  of  Welfare  shall  attend  all  meetings  of 
the  Board,  may  not  as  its  secretary  but  shall  not  have 
a  vote, 

g.  The  Board  should  be  empowered  to  take  any  other  action 
authorized  or  inquired  by  law. 
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3,  Agencies  Eliminated 

The  proposed  single  comprehensive  public  welfare  program,  adminis- 
tered through  a  State  Department  of  Public  Welfare  assisted  by  a  State 
Board  of  Welfare,  both  directly  responsible  to  the  Governor,  serves 
to  eliminate  several  existing  agencies  and  activities. 

The  Public  Welfare  Council  would  be  replaced  by  the  State  Board 
of  Welfare  and  its  several  administrative  and  supervisory  functions 
redistributed  as  suggested  later  in  this  report. 

The  Soldiers*,  sailors'  and  Marines'  Fund  would  be  eliminated. 

Through  substitution  of  I'esidence  for  settlement  as  a  basis  for 
distributing  the  costs  of  general  relief  plus  the  transfer  of  general 
relief  to  the  State  Department  of  public  Welfare,  the  entire  present 
program  of  State  Aid  would  be  eliminated » 

The  entire  administrative  operation  of  collecting  the  cost  of  care 
in  state  institutions  would  be  transferred  to  the  state  agency 
concerned  with  operating  state  hospitals » 

The  simplified  structure  of  the  State  Department  of  Public  Welfare 
would  facilitate  the  several  internal  organizational  changes 
suggested  in  the  general  findings, 

4,  Findings  Related  to  Specific  Pi-cgrams  and  Agencies 

a.  Office  of  the  Commissioner  of  Welfare 

Failure  to  Include  a  portion  of  the  administrative  costs 
of  this  Office  in  public  assistance  administration  costs 
matchable  by  the  Federal  Government  has  lost  to  Connecticut 
in  the  last  decade  an  estimated  $113,000  in  federal  funds. 

An  obvious  function  of  this  Office  is  to  promote  the 
integration  and  coordination  of  the  several  major  programs 
vmder  the  direction  of  the  Commissioner,  In  practice,  the 
Office  Insists  on  extreme  sub-division  of  administrative 
function  and  complete  separateness  of  the  major  operating 
divisions. 

The  position  of  Deputy  Commissioner  of  Welfare  should  be 
filled  by  a  person  qualified  through  training  and  experience 
to  coordinate  the  major  operating  programs. 

The  Office  of  the  Commissioner  of  Welfare  should  provide 
better  administrative  services  to  its  major  operating  divisions. 

The  organization  chart  used  by  the  Office  of  the  Com- 
missioner gives  proper  recognition  to  all  the  usual  service 
functions  except  office  management  and  public  relations  which 
are  noticeably  absent. 

In  only  two  Instances,  the  Medical  Advisory  Service  and 

the  Purchasing  Unit,  does  the  quality  or  scope  of  the  service 
reach  an  acceptable  standard. 
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The  Personnel  and  Financial  Control  functions  as  shovm  on  the 
chart  are  managed  by  the  Commissioner's  secretarial  staff  and  con- 
tain no  element  of  service  to  the  operating  divisions.  Fsrsonnel 
management  and  financial  operations  are  dispersed  through  all 
divisions  and  branch  offices. 

A  qualified  Personnel  Director  experienced  In  personnel 
management  could  serve  all  major  divisions  and  relieve  scores  of 
scattered  executives  and  clerks  of  personnel  responsibilities  which 
are  now  only  an  irritating  and  time-consuming  sideline.  Such  a 
Personnel  Director  would  also  more  effectively  interpret  the  needs 
of  the  Welfare  Department  to  the  state  civil  service. 

The  so-called  Financial  Control  Section  refers  only  to  the 
maintenance  of  fund  ledgers  and  has  nothing  to  do  with  the  major 
financial  operating  units  of  the  department.  The  financial 
opei'atlons  of  the  Department  are  of  a  sis®  and  complexity  to 
warrant  the  use  of  a  top-notch  accountant  who  could  take  responsi- 
bility for  all  financial  and  auditing  functions «  This  position 
could  properly  be  given  deputy  status  if  it  included  direction  of 
all  strictly  administrative  services  as  well  as  financial  and 
auditing  functions. 

The  Welfare  Training  Section  represents  a  good  organizational 
idea  which  has  not  been  effectively  carried  out.  The  various 
divisions  fall  to  request  or  use  the  services  which  are  available » 
This  situation^,  involving  both  personalities  and  differences  of 
opinion  as  to  the  services  required  should  be  straightened  out 
by  the  Commissioneri  if  not,  the  Section  should  be  elisainated. 

The  Purchasing  Section  gives  service  to  all  divisions  in 
handling  requisitions  for  supplies  and  equlpmentj  in  maintaining 
an  inventory  of  equipment  and  in  operating  a  fleet  of  state-owned 
cars.  These  services  are  given  with  conscientious  and  meticulous 
deference  to  state  procedural  regulations,  but  reflect  no  responsi- 
bility for  seeing  that  the  department  is  tooled  up  for  efficient  work, 

The  Purchasing  Section  is  responsible  for  office  management 
only  by  virtue  of  its  control  of  inventory  and  its  handling  of 
requisitions  for  equipment.  Each  unit  and  section  head  throughout 
the  Department  is  his  own,  office  manager  and  few  are  aggressive 
enough  to  cope  vflth  the  long  line  of  veto-minded  officials,  both 
within  and  without  the  Department,  who  process  requisitions.  Shock- 
ing examples  of  inadequate  office  space,  poor  equipment  and  lack  of 
equipment  are  not  only  frequent,  but  persistent  and  constitute  an 
extravagance  in  operations  that  should  not  be  condoned  by  any 
administration„ 

Since  salaries  represent  92^  of  all  administrative  costs,  the 

provision  of  good  working  conditions  and  proper  tools  for  employees 

to  work  with  can  only  be  regarded  as  a  proper  economy.  An  obvious 

first  step  is  to  recognize  the  place  of  office  management  among 

the  group  of  administrative  semrlces  and  then  center  responsibility 
on  a  person  who  will  establish  and  maintain  good  standards  of 
office  practice. 
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The  position  of  Director  of  Statistics  has  been  unfilled  for 
several  years,  the  staff  members  being  theoretically  under  the 
supervision  of  the  Deputy  Commissioner.  The  sole  production  of 
this  Section  is  a  semi-anaual  publication  of  assistance  and  tovm 
relief  data  which  is  virtually  useless  for  purposes  of  administra- 
tion or  for  developing  publle  understanding  of  the  program. 

The  Commissioner  has  the  right  to  call  on  the  Public  Welfare 
Council  for. help  in  research,  but  this  arrangement  is  unsound  and 
rarely  used<,  The  position  of  Director  of  Statistics  should  be 
filled.  The  Director  should  be  made  responsible  for  centralizing 
the  collection  and  tabulation  of  all  statistics  for  the  entire 
Department  and  for  conducting  both  administrative  and  social 
research  as  needed. 

Public  Relations  needs  both  recognition  and  emphasis  in  the 
Office  of  the  Commissioner  of  Welfare,  As  an  administrative 
functlonj,  it  needs  more  than  publicity  for  It  covers  all  the  relation- 
ships of  the  Department  with  other  public  and  private  agencies,  the 
Assembly  and  the  public =  It  involves  both  the  written  and  the  spoken 
word  and  group  contacts  as  well.  All  top  executives  need  to  takft 
some  responsibility  for  exercising  this  function.   It  is  not  always 
necessary  to  have  a  public  relations  specialist  on  the  staff,  bur 
the  function  itself  should  be  r^ecognized.  The  existing  attitude  on 
public  relations  is  to  tell  "nobody  nothing'"  and  "the  less  said 
publicly,  the  less  trouble  you  get  Into". 

The  suggestions  made  here  for  strengthening  the  administrative 
services  in  the  Office  of  the  Commissioner  of  Welfare  would  not 
necessarily  increase  administrative  costs,  in  most  instances,  chey 
involve  the  centering  of  administrative  activities,  that  are  now 
scattered  all  through  the  Department  and  its  branch  offices. 

b.  The  Division  of  State  Aid  and  Collections 

The  entire  state  office  operation  involving  reimbursement  to 
towns  lor  public  aid  given  to  state  paupers  should  be  eliminated. 

This  operation  represents  a  complete  duplication  of  the  towns, 
effort  in  establishing  the  eligibility. of  applicants  for  general 
relief.  Reimbursement  is  now  made  on  a  case  by  case  basis  with  com- 
plete investigation  both  as  to  the  applicant • s  settlement  and  as  to  the 
extent  of  his  need. 

This  operation  costing  about  $120,000  annually,  could  be 
eliminated  in  one  of  several  ways: 

1.  By  having  the  state  assume  responsibility  for  general 
relief  as  it  now  does  for  categorical  assistance  (see 
chapter  IB)  the  administrative  saving  in  this  instance 
would  accrue  to  the  towns. 

2,  By  the  state  paying  the  towns  a  liamp  sum  subsidy  equal 
to  the  present  total  of  reimbursements  en  condition  that 
the  towns  would  substitute  residence  for  settlement  in 
granting  general  relief. 
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3<.  3y  the  state  matching  towr.  expenditures  for  general  relief 
dcllar  for  dollar  on  condition  that  the  towns  substitute 
residence  for  settlement  in  granting  general  relief  and  in 
addition  accept  state-wide  standards  for  general  relief 
established  by  the  state  department  of  welfare, 

The  use  cf  any  one  cf  these  alternatives  would  eliminate  the  exist- 
ing duplication  in.  overhead.,   In  addition,  the  elimination  cf  town 
seti:lemeiit  would  eliminate  the  present  costly  practice  of  inter-town 
bllliiiti.  Alxiernative  (3)  would  tend  to  improve  the  total  general  relief 
progran;  cut  not  as  effectively  as  would  the  assumption  of  adrrinistra- 
T;ion  by  the  state  department  as  described  in  Chapter  I-Bo 

oiiould  the  state  establish  a  single  operating  agency  for  all  state 
InstitiitionG  or  for  its  several  hospitals,  the  collection  of  costs  of 
care  ■'coul"d~^"e~TTa"ndl'ed  in  that  agency  as  logically  as  in  the  departmelit 
oT  welfare  o""  '  "  ~'  ~ 

The  concenti'ation  of  collection  activities  in  one  administrative 
unit  Is  obviously  more  effective  than  to  have  separate  collection 
units  iii  each  institution  or  hospital. 

The  location  of  this  function  in  the  department  of  welfare  is  re- 
garded as  appropriate  since  in  the  determination  of  the  ability  to  pay, 
the  investigators  deal  in  many  cases  with  indigent  people.  The  associa- 
tion with  the  public  aid  programs  would  seem  to  offer  some  advantages 
in  respect  to  the  exchange  of  informational  data  but  this  advantage 
has  not  been  demonstrated  to  date. 

The  many  state  institutions  and  hospitals  are  now  separately  ad- 
ministered »  Should  they  be  brought  under  a  single  operating  agency, 
that  agency  would  be  most  interested  and  concerned  with  the  collection 
function.  The  transfer  need  involves  only  the  physical  moving  of  staff 
and  records  from  one  agency  to  the  other. 

Internal  administration  in  the  division  of  state  aid  and  collections 
could  be  Improved  in  several  respects, 

A  large  staff  of  field  Investigators  now  operating  in  small  units 
could  profitably  be  placed  under  a  supervisor  of  field  staff. 

All  administrative  policy  and  regulations  are  carried  in  the  heads 
of  two  or  three  executives.  A  manual  of  both  policy  and  procedure  would 
increase  the  effectiveness  of  the  entire  staff,  would  be  useful  to 
employees  in  other  divisions  of  the  department  and  could  be  used  to 
improve  relationships  with  outside  agencies. 

The  collection  of  delinquent  hospital  accounts  now  scattered  among 
several  independent  units  should  be  brought  together  in  one  spot  for 
more  effective  control  and  results. 

The  clerical  staff  of  this  division  works  under  serious  handicaps 
as  to  space  and  location.  Working  conditions  are  so  crowded  as  to  in- 
terfere with  production  and  employees  of  one  unit  may  be  found  working 

in  another  unit  and  far  removed  from  both  supervision  and  records. 
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The  functions  of  transfer  or  deportation  seems  to  be  a  social 
service  function  that  should  be  located  In  the  division  of  public 
isslstance. 

There  should  be  marked  advantage  In  a  close  relationship  of  this 
llvlslon  with  other  divisions  of  the  department.  The  possibilities  of 
such  relationships  have  neither  been  realized  nor  explored. 

!.  The  Division  of  Public  Assistance 

The  categorical  assistance  programs  and  organized  and  administered 
.n  such  ajgay_tt{a^  needy  blind  and  aged  cltlzer^  and  dependent  children 
ian  get  public 'aid  of  reasonable  adequacy.     ~  " 

Average  grants  for  all  types  of  catesori:a:.  assiotance  are  higher 
;han  the  National  average  and  meet  a  minimum  standard  of  decency  and 
lealth  as  required  by  law, 

Viihlle  Connecticut  gives  public  aid  to  a  smaller  proportion  of  its 
>opalai,lon  than  most  states,  there  is  no  evidence  that  its  eligibility 
'equ±rements  are  more  restrictive  except  in  the  requirement  of 
litizenship. 

The  quality  and  availability  of  medical  care  ir  addition  to  the 
:ash  grant  exceeds  the  standards  of  most  states. 

The  processing  of  applications  for  public  assistance  is  not 
consistently  done  with  dispatch. 

Fending  application  of  a  number  greater  than  one  month's  Intake 
)I  new  applications  is  always  a  danger  signal  in  public  assistance 
idnlnistratlon. 

This  operating  goal  has  rarely  been  reached  by  the  Division  of 
Public  Assistance.  The  reason  has  generally  been  a  matter  of  insuffic- 
ient staff  but  sometimes  has  been  due  zo   the  diversion  of  staff  to 
pther  activities. 

An  average  accumulation  of  I9OO  pending  applications  over  the  past 
year  against  an  average  of  700  new  applications  monthly  would  suggest 
^ndue  hardships  suffered  by  some  of  the  people  who  request  help. 

Administrative  costs  for  this  Division  are   well  under  control  and 
tould~profltabl'y'  be  increased. 

Administrative  costs  for  the  categorical  assistance  programs 
whether  measured  as  a  percentage  of  expenditures  or  as  cost  per 
nonth  are  below  the  National  average  and  below  the  costs  in  other 
hfew  England  states. 

This  otherwise  commendable  position  has  been  achieved  at  the 
expense  of  a  staff  that  consistently  operates  with  such  high  caseloads 
as  to  make  proper  reinvestigation  of, cases  an  Impossibility. 


Pinal  Report 

Survey  Unit  #12-Welfare 

December,  I9A9  -I8- 

A  mlnlmxim  standard  of  one  reinvestigation  a  year  for  OAA  cases  and 
two  a  year  for  ADC  cases  Is  little  enough  assurance  that  all  persons 
receiving  grants  continue  to  be  eligible  for  them  but  visitors  with 
average  caseloads  of  230  csmnot  meet  even  this  standard. 

Additional  visitors  to  bring  the  average  caseload  below  200  would 
pay  for  themselves  In  the  assistance  saved  by  the  more  prompt  handling 
of  changes  In  the  status  of  recipients. 

Failure  to  provide  staff  with  good  working  conditions  and  with  the 
proper  tools  'to  work  with  Is  extravagance  masquerading  In  the  name  ~ 
of  econoipy. 

Poorly  arranged  office  space,  crowded  offices,  lack  of  proper 
equipment  and  limited  transportation  handicap  the  workers  In  the 
district  offices  of  this  division. 

Since  salaries  constitute  90^  of  all  administrative  costs  of  the 
Division  of  Public  Assistance,  it  would  be  good  business  to  protect 
his  heavy  investment  in  personnel  by  supplying  the  eqi4>nient  and  work- 
ing conditions  that  would  make  it  most  effective. 

This  glaring  administrative  error  is  due  in  part  to  a  lack  of 
aggressivesness  of  the  division's  executives  but  even  more  to  a  false 
economy  practiced  by  the  purchasing,  budgeting  and  legislative 
agencies  outside  the  department. 

The  Aid  to  Dependent  children  program  has  not  been  fully  explored 
or  developed  as  a  means  of  preventing  child  dependency,  neglect  and 
delinquency. 

Inherent  in  the  philosophy  of  the  ADC  program  is  the  use  of  the 
money  grant  as  a  ineans  of  preventing  family  disorganization  -  and  thus 
child  dependency,  neglect  and  delinquency. 

This  division  administers  an  effective  ADC  program  in  and  of  Itself 
but  there  has  been  failure  to  develop  the  preventive  aspects  of  the 
program  in  that  it  is  not  integrated  as  a  tool  or  resource  in  the  states 
total  program  of  child  care*  It  has  done  little  to  Interpret  the  pro- 
gram to  the  various  communities «  Joint  planning  with  the  division  of 
Child  Welfare  Is  weako  It  does  not  participate  in  the  demonstration 
prevention  project  sponsored  by  the  Juvenile  Welfare  Committee. 

The  Division  of  Public  Assistance  suffers  most  from  the  lact  of 
research  facilities  within  the  department  and  the  lack  of  organlzeT" 
public  relations. 

The  size  of  the  public  assistance  program  is  so  large  and  its 
nature  so  complex  as  to  require  constant  study  and  analysis  both  of 
administrative  operations  and  of  trends  and  changes  in  the  total 
caseload. 

Intelligent  direction  of  the  program  cannot  be  given  without 
complete  data  on  administration  and  sound  knowledge  of  the  social 
problems  with  which  the  division  is  dealing. 


Pinal  Report 

Survey  Unit  #12-Welfare 

December,  1949  -19- 

Responslble  public  officials  are  also  accountable  to  the  taxpayers 
for  sharing  their  knowledge  of  the  social  problems  and  reporting  on  the 
methods  adopted  to  cope  with  those  problems. 


d.  The  Division  of  Child  Welfare. 

The  Division  of  Child  Welfare  Is  not  at  present  fulfilling  the 
►r 
every" 


The  Division  of  Child  Welfare  Is  not  at  present  fulfilling  the 
responsibility  placed  on  the  Commissioner  of  welfare  for  Insuring  to 
every  child  who  needs  It  the  care  and  protection  of  the  State. 


Children  are  committed  to  the  state  for  whom  some  other  plan  might 
have  been  made  If  adequate  pre-comraltment  investigation  and  treatment 
had  been  provided. 

Of  the  children  committed  to  the  state,  many  are  still  "lost" 
In  the  sense  that  they  have  no  home  ties  and  no  individual  responsible 
for  their  welfare  or  "lost"  in  the  worker's  caseload  because  she  is  too 
overloaded  to  take  time  for  constructive  planning. 

Many  children  under  commitment  to  the  County  Boards  of  Management 
are  "lost",  are  wrongly  placed,  or  remain  in  county  homes  for  many  years 
beyond  their  need  of  it. 

Administrative  direction  and  controls  are  weak. 

Administrative  and  supervisory  staff  meetings  are  not  a  common 
practice.  Supervisors  have  little  part  in  policy  making  which  affects 
negatively  the  whole  program.  There  is  confusion  in  the  district  offices 
as  to  current  procedure  and  policy  interpretation.  A  uniform  system 
of  communication  such  as  a  manual  of  state  letters  is  lacking  and  field 
supervision  has  not  been  developed  to  bridge  the  gap. 

Child  Welfare  Services  financed  in  full  by  federal  funds  should 
be  strengthenedT        ~      [  — —         — 

Each  year,  the  Division  of  Child  Welfare  falls  to  use  the  federal 
funds  in  full  which  are  made  available  for  a  variety  of  needed  services. 

The  Bristol  Project  has  amply  demonstrated  the  value  of  "Preventive" 
services.  These^^shbuld  now  be  incorporated  into  the  regular  program 
of"  the  Dlvis'io'nT  ™~"  '         ' 

The  personnel  of  the  Division  should  be  increased  in  number  and 
improved  in  quality.     """       '  '  ~        " 

Present  average  caseloads  of  95  per  worker  should  be  brought  down 
to  the  accepted  standard  of  50  cases.  From  the  standpoint  of cost  alcne, 
there  is  a  saving  to  the  State  of  some  $600  a  year  per  child  for  whom 
the  worker  can  make  a  plan  other  than  commitment . 
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Only  7  out  of  99  field  workers  are  graduates  of  schools  of  social 
worko  A  few  others  have  partial  training.  Most  are  college  graduates 
with  varying  degrees  of  experience c  The  very  minimum  in  trained  staff 
is  that  all  consultants  and  all  supervisors  be  skilled  in  their  Jobs 
and  able  to  teach  the  rest  of  the  workers* 

It  is  recommended  that  legislation  be  enacted  to  provide  that  any 
chlld~for  whom  commitment  is  necessary  be  placed  under  the  p;uardlanshlp 
of  the  Commissioner  of  Welfare. 

This  would  fix  by  law  the  responsibility  of  aae  authority  for  the 
welfare  of  the  children  entrusted  to  the  state  and  eliminate  the 
existing  Jurisdictional  disputes  between  state  and  county  in  which  the 
child  is  always  the  loser. 

e.  The  Public  Welfare  Council 

It  is  recommended  that  the  Public  Welfare  Council  be  replaced 
by  a  State  Board  of  Welfare »        ' 

The  Public  Welfare  Council  is  the  vestigial  remnant  of  the  State 
Board  of  Charities  operating  from  I873  to  I921  and  the  Department  of 
Welfare  operating  from  1921  to  1937  when  the  Council  was  established. 

With  the  creation  of  the  Office  of  Commissioner  of  Welfare  in  1935, 
the  major  public  aid  programs  of  the  State  were  combined  in  one  agency 
and  the  Public  Welfare  Council  was  left  with  a  curious  and  illogical 
collection  of  administrative,  supervisory  and  research  functions. 

While  the  work  of  the  Public  Welfare  Council  since  1937  has  been 
constructive  and  often  Important,  Connecticut's  public  Welfare  services 
would  be  strengthened  if  the  functions  of  the  Council  were  properly 
re-distributed  and  the  experience  and  Judgment  of  its  citizen  members 
directed  to  study  and  planning  through  an  advisory  State  Board  of 
Welfare . 

Redistribution  of  Council  Functions 

(1)  Visiting  and  Inspecting, 

The  Justification  for  this  function,  continuously  carried  out  from 
1873  to  now,  is  well  expressed  in  a  quotation  from  the  Council's  1933 
report;  namely,  "It  would  appear  to  be  sound  policy  that  in  the 
operation  of  public  and  private  Welfare  institutions,  some  Informed  lay 
opinion  should  pass  upon  the  hvimanltarian  aspect  of  the  dally  lives  of 
inmates  of  such  institutions."  The  fulfilment  of  this  duty  has  been  by 
"inspecting  property  and  personnel  investigating  complaints  and 
elevating  the  morale  of  the  Inmates," 

This  emphasis  on  protection  of  the  individual  Inmate  has  con- 
sistently characterized  the  visiting  function.  The  Welfare  of  the 
inmate  has  been  protected  not  only  by  investigating  indlvidxial  com- 
plaints but  by  recommending  general  standards  of  operation  and  care 
applicable  to  the  entire  institutional  population. 
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An  Increasing  portion  of  the  visiting  and  inspection  function  has 
been  delegated  to  staff  although  Council  members  still  conscientiously 
make  the  quarterly  visits  required  by  law. 

Should  the  state  institutions  be  placed  under  a  single  state 
operating  agency,  that  agency  would  properly  assume  the  visiting  and 
inspection  function.  It  is  presumed  that  such  an  agency  would  have  its 
own  citizen  advisory  board  which  would  contribute  to  policy  formula- 
tion and  protect  the  interests  of  inmates » 

In  the  meantime,  the  visiting  and  inspection  function  which  has 
become  largely  an  administrative  and  staff  function  should  be  assigned 
to  the  proposed  Department  of  Public  Welfare  with  the  new  State  Board 
of  Welfare  assuming  responsibility  for  continuous  study  of  the  in- 
stitutional program, 

(2)  Collection  of  Data  on  Pauperism 

The  actual  collection  of  data  or  pauperism  is  now  conducted  by  the 
Division  of  State  Aid  &  Collections «  It  could  logically  remain  there, 

(3)  Cooperation  with  the  commissioner  of  Welfare, 

While  relationships  betv/een  the  public  Welfare  Council  and  the 
Commissioner  of  Welfare  in  long-term  welfare  planning  and  to  advise 
him.  on  policies  and  practices, 

(4)  Licensing  of  Homes  for  the  Aged, 

This  administrative  function  properly  belongs  in  the  Department  of 
VJelfare  end  should  be  closely  related  to  the  administration  of  old 
age  assistan.ce, 

(5)  Licensing  for  Charitable  Solicitation. 

This  administrative  function  should  be  allocated  to  the 
Department  of  Public  Welfare, 

(6)  Approval  of  Adoptions  for  State  Wards. 

The  requirement  that  three  members  of  the  Public  Welfare  Council 
must  sign  a  petition  of  adoption  for  a  state  ward  adds  little  to  the 
protection  of  the  child  for  the  adoption  is  necessarily  the  action  of 
two  independent  public  agencies  -  the  court  and  the  Division  of  Child 
Welfare , 

It  is  recommended  that  this  function  of  the  Council  be  eliminated 
particularly  since  the  recommended  State  Board  of  Welfare  would  have 
full  authority  to  investigate  and  study  the  adoption  procedure. 

(7)  Council  Memberships  on  County  Boards  of  Management, 

Representation  of  state  Welfare  agencies  on  the  Boards  of  Manage- 
ment of  Temporary  County  Homes  will  continue  to  be  advisable  as  long  as 
state  and  county  share  responsibility  for  committed  children. 
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This  privilege  of  representation  could  simply  be  transferred  to 
the  new  state  Board  of  Welfare  or  to  the  Commissioner  of  Welfare. 

(8)  Council  Membership  on  Juvenile  Welfare  Committee. 

Should  the  Juvenile  Welfare  Committee  continue  its  demonstration 
project  over  an  extended  period,  this  responsibility  could  be  trans- 
ferred to  the  new  State  Boai^d  of  Welfa-"^  although  the  Commissioner  of 
Welfare  is  already  designated  as  a  member  of  the  Committee. 

(9)  Central  Registry  and  Social  Service  Index. 

The  allocation  of  this  operation  to  the  Public  Welfare  Council  is 
a  typical  example  of  the  custom  of  assigning  functions  to  the  agency 
that  proposes  them. 

The  establishment  and  maintenance  of  a  confidential  central 
registry  and  social  service  index  is  strictly  an  administrative  task 
and  should  be  transferred"* to  the  Department  of  Welfare.  The  registry 
will  eventually  Include  public  assistance  and  child  welfare  data  and 
its  users  will  be  public  and  private  welfare  agencies  which  would 
make  this  transfer  appropriate, 

f.  Soldiers,  Sailors  and  Marines  Fund 

The  operation  of  this  Fund  constitutes  a  relief  program  for  needy 
persons  which  duplicates  already  established  Welfare  faellltlesi  As  a 
relief  agency,  the  fund  is  an  anachronism  in  state  government;  un- 
soundly financed,  weakly  organized  and  expensively  operated. 

Welfare  costs  should  be  financed  from  current  general  re/enues. 
Earmarked  revenues  used  to  build  up  an  unnecessary  reserve  fund  results 
in  an  unfair  distribution  of  relief  costs. 

Responsibility  for  administration  of  the  fund  is  poorly  defined, 
vague  and  Indirect.  Basic  responsibility  presumably  resty  on  a  private 
organization,  the  American  Legion  which  holds  it-self  responsible  to  the 
State  Investment  Committee;,  an  agency  whose  so3.e  legal  aiichority 
centers  on  the  investment  of  state  fUnds, 

In  the  past  decade,  the  fund  has  spent  $2^,005, .314. 16,  $306^612 085 
or  15o2?o  of  which  was  for  administration „  This  represents  an  unduly 
high  administration  cost  particularly  in  view  of  the  fact  that  a  large 
part  of  the  job  is  performed  by  volunteer  workers ^ 

Persistent  criticisms  of  the  administration  of  this  program  have 
included  the  following  complaints;  that  eligibility  for  aid  is  based  on 
"worthiness"  as  determined  by  volunteer  workers  of  the  American  Legion 
rather  than  on  a  basis  of  need;  that  there  is  little  published  or 
written  material  describing  either  eligibility  or  standards;  that  many 
Connecticut  veterans  are  ruled  ineligible  for  relief;  and  that  lack  of 
uniform  standards  results  in  Inadequate  relief  in  some  cases  and 
overly  liberal  relief  awards  in  others. 
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There  Is  little  statistical  or  analytical  data  by  which  these 
complaints  can  be  confirmed  or  refuted.  A  proper  evaluation  could 
be  obtained  only  by  a  detailed  case  studyo  The  administrative  staff, 
however,  agree  that  there  has  been  some  basis  for  the  complaints  but 
point  to  substantial  improvement  in  administrative  practices  In  the 
past  year  or  two.  This  improvement  is  confirmed  by  other  Welfare 
agencies  who  regularly  do  business  with  the  Fund. 

Currently,  some  local  public  welfare  agencies  under-  pressure 
of  increasing  case  loads  have  criticized  the  fund  for  referring 
needy  veterans  to  them  instead  of  carrying  the  cases  on  the  fund 
rfelief  rolls.  This  is  a  reflection  of  the  policy  established  by  the 
American  Legion  but  not  by  law,  that  Veterans  relief  1b  for  temporary 
aid  c:aly.  The  fund  takes  the  position  that  a  needy  veteran  who  is 
eligible  for  any  type  of  public  aid  must  apply  for  ir.  This  policy 
is  not  uniformly  applied. 

The  most  persuasive  ar^itment  for  continuation  of  the  Veteran^ 
Relief  program  would  be  the  contention  t;hat  the  aid  given  cculd  ro'; 
otherwise  or  elsewhere  be  obtained  by  the  aeedy  veteran*  ■iith  t'le 
exception  of  a  handful  oC  cases,  this  contention  could  r.ot  be 
substantiated. 

The  insistence  of  veterans  groups  that  veterans  benefit  programs 
be  independently  organized  and  aUr.inistered  only  by  vetei'ans  finds 
considerable  legislative  and  public  support  and  cannot  be  ignored.. 
It  is  based  in  part  on  the  idea  that  veterans  should  be  protected 
from  the  "stigma"  of  applyiiig  for  Public  relief.  The  preserit 
operation  of  the  program  does  not,  however,  protect  the  veteran  fioni 
the  public  relief  office. 

The  comprehensive  public  welfare  program  proposed  in  tli.is  report 
could  provide  to   veterans  all  t'e  public  aid  and  social  services  aow 
being  administered  ohrough  the  ooldl^^rs,  :.a;-l3r&  anc  l^iarines  Fund 
and  at  lower  cost. 

NOTE:   The  recommendati"',as  in  th-is  report  latiuiritig  changes  in 
legislation  and  th^.se  cirected  t-r  ^rarci  vhe  otrengthenirg  oT  ad- 
itiinistr'ation  ar.  further  discussed  ir,  detail  and  with  substantiating 
data  in  the  Pinal  Report  of  the  Welfare  Survey  Unit,  aated 
October,  19^9. 


•-■    ?* 


J1 


